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palavras-chave Knowledge Management, MATSKI, Service Design, Just-in-Time, Digital 
Transformation 
resumo Este estudo de caso analisa a startup portuguesa Indie Campers, 
utilizando as metodologias MATSKI e Just-in-Time como frameworks 
para uma análise qualitativa e quantitativa. Por esse motivo, o plano 
de pesquisa é baseado no comportamento e no feedback de clientes 
como principais recursos para confirmar as hipóteses apresentadas e 
oferecer um conjunto de recomendações para a organização. O 
conceito de Knowledge Management traz uma nova ótica para essa 
análise, fornecendo uma estrutura para a compreensão de dados e 
ações subsequentes orientadas por métricas. 
Os objetivos da pesquisa envolvem o uso desses frameworks com o 
intuito de melhorar a jornada e a satisfação geral do cliente, que 
também são suportados pelos conceitos de Communities of Practice e 
Satisfação do Cliente. Posteriormente, este estudo pretende identificar 
segmentos a serem melhorados de acordo com os pilares do MATSKI, 
visando oferecer uma abordagem centrada no usuário, reforçando a 
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keywords Knowledge Management, MATSKI, Service Design, Just-in-Time, Digital Transformation 
abstract This case study analyses the Portuguese startup Indie Campers, by using the MATSKI 
and Just-in-Time methodologies as framework approaches for a qualitative and 
quantitative analysis. For this reason, the research plan is based upon customer 
behaviour and feedback as resources to confirm the hypothesis presented and offer a 
set of recommendations for the organization. Knowledge management brings a new 
optic to this analysis by providing a structure for data comprehension and subsequent 
actions oriented by metrics. 
Research goals involve the use of these frameworks to improve the customer's 
journey and general satisfaction, which are also supported by concepts of 
Communities of Practice and Customer Satisfaction. Further on, this study plans to 
identify segments to be improved according to MATSKI’s pillars, aiming to create a 
user-centered approach, reinforcing the community and by creating new iterative 
internal processes based on co-creation. 
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Concerning the topic of knowledge management, Davenport & Prusak (2000) present a very             
clear distinction between knowledge, data and information. According to these authors, it is             
important to state that even if these terms are related, they’re not interchangeable. While data               
and information are recognized as well known concepts, knowledge implies a more complex             
meaning in an organizational context. Knowledge is a “...a fluid mix of framed experience,              
values, contextual information, and expert insights that provide a framework for evaluating            
and incorporating new experiences and information”. Additionally, if we consider that           
knowledge comes from information - which on its own is composed by data - it becomes                
crucial to understand the variable state of knowledge, which is constantly being transformed             
by its different components.  
Although these concepts could be considered intangible in the business context, for this             
research it is essential to discuss how this topic correlates to academic knowledge. In a varied                
range of studies, researchers use these same concepts very frequently according to their             
chosen methodology, the paradigm lies in the balance between academic and business            
knowledge. Time and experience, very pertinent elements in both academic and business            
scenarios, are two very important factors to provide a historical perspective to frame             
situations and events. (Davenport & Prusak, 2000).  
Figure 1. Knowledge Components  
 
Company structures may vary and the ownership of a knowledge management structure can             
be designed by many different teams. In the context of this research, it became relevant to                
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design a methodology to use holistic organizational design approaches, added to the            
innovation and technological methods. 
Brands, for Pennington and Ball (2007) can have up to six levels of meaning, among them                
attributes, benefits, values, culture, personality, and type of user, which unfold in recurring             
activities led by distinct areas inside a company. These concepts, although widely used, are              
not restricted to business strategies in large corporations, they are also applicable to smaller              
fast-paced startup organizations. Specifically, the technology context can present various          
possibilities, mainly when considering methods to collect and measure data and implement            
innovation processes. In addition, it is understood that each separate level of meaning can also               
be used in a holistic approach to analyze customer added value, currently seen by brands as                
one of their main stakeholders . While these concepts and practices are being transformed into              1
business actions, it is still possible that brands lose the crucial aspects of their competitive               
advantages, which highlights the importance of a “Just-in-Time” approach. 
The distinction between data and knowledge presents one of the main challenges in the global               
economy, especially in the context of innovation in technology. A large amount of data              
susceptible to analysis can be overwhelming for companies, also because it requires an             
“in-depth just-in-time research and information gathering” (Rosa, 2019) about the business           
context in which the company is inserted and consumer trends - that also change in a very                 
dynamic manner.  
The concept of creating a holistic framework intends to consider the company as a whole               
organism, transforming raw data from different departments into knowledge that could be            
used as a business drive. Rosa (2019) has reached Kerschberg and Jeong (2005) for              
inspiration to elaborate a model for knowledge management that creates an adequate context             
for decision-making and actions in the appropriate time. This proposed concept when in             
action requires speed and precision, besides constant iteration processes in a fast-paced            
context.  
Companies now require knowledge about satisfaction, value, service quality, innovation, and           
speed to market for their business success (Rosa, 2014). For this reason, the start point of this                 
1 For Freeman (2010), a “stakeholder” can be any person or group that relates to the goals of an organization,                    
directly or indirectly. In this case, some examples could be the company’s employees and management level,                
final customers, investors, partners and the market. 
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project involved a mapping of the KPIs and the technological and hybrid user journeys . The               2
first draft had as a main purpose to identify every predictable touch point the company would                
proactively contact the customer, either for sales or support reasons. In addition, by             
investigating surveys and data from customers' phone calls and emails, the data was utilized              
to identify the most relevant pain points that could be measured throughout the journey.  
In this context this empiric case study discusses the timeframe of late 2019 and early 2020, as                 
an important milestone for Indie Campers as a portuguese startup. By using the questionnaires              
sent to customers, the research method uses a holistic research design consolidating the             
literature review, surveys, structural and market analysis and data mining as procedures to             
draw an accurate view. Furthermore, the SWOT (strengths, weaknesses, opportunities and           
threats) model points out the weaknesses and strengths by modelling MATSKI in a             
continuous improvement system. For this reason, considering important concepts for the           
business itself and potential changes for the company’s approaches, this research also plans to              
bring a group of recommendations with the goal to improve the organization’s positioning             
towards its internal and external stakeholders.  
In this sense, in order to build an applicable set of suggestions, it is important to build a                  
continuous system to measure brand management aspects and its improvements, by proposing            
hypotheses. This process also considered the KPIs defined by the management team, by             
relating those metrics as pillars for the knowledge management system. 
This research structure was developed taking into account a conceptual framework phase            
composed by a literature review and referenced discussion. This introduction is followed by             
the chapter 2, a conceptual framework based on MATSKI, Knowledge Management,           
Communities of Practice, Just-in-Time and Customer Satisfaction. Chapter 3 is dedicated to            
the company itself, by underlying its internal structure and using a digital perspective to build               
a SWOT analysis. The methodology phase in chapter 4 proposes the research questions and              
the hypothesis, followed by the research plan, which is presented with the support of the               
2 For the purpose of this research the technological journeys involve a happy path completely supported by                 
technology, while the hybrid journeys involve both technologic support, face-to-face interactions and customer             
needs in “offline” contexts. The user journeys will be further presented and analysed further on in the Results                  
and Discussions chapter. 
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subjects and sampling. The procedures and instruments used to collect data are also detailed              
in the later subchapters of the Methodology.  
The second half of the research which starts on chapter 5 focuses on building the case study,                 
by looking closely into the data, from qualitative and quantitative perspectives. The Design             
Journey further develops the study with a consistent mapping structure of user journeys, by              
crossing the service blueprints with the qualitative data. This stage also presents the             
hypothesis testing, where the analysis is used as a comparison tool. 
Chapter 5 delivers the final discussion and a group of proposed recommendations to point the               
brand into a transformative innovative direction focused on taking knowledge based decisions            
in the Just-in-Time management process. Lastly, the conclusions also include the future            
limitations and recommendations for the brand, market and for academic studies, with the             
goal of creating a sustainable continuous improvement system. 
 
Problem-Solving Approach 
In order to define strategies to answer the questions above, it is important to approach this                
problem by using creativity methodologies appropriate for complex problems. For this           
purpose, in the context of this research it became crucial to find solutions guided by the users                 
needs, which could be identified by understanding the customer, using empathy as a tool and               
conducting iterative cycles of experimentation.  
During the beginning of this process it was observed that the customer data coming from               
surveys sent, weren’t being used for the just-in-time performance control and adjustment such             
as the sales data. While revenue and paid acquisition data served as guidelines for success               3
metrics and were constantly being observed by the management, there weren’t systems in             
place to observe customer satisfaction and retention, in order to increase the lifetime value              
and decrease acquisition costs. This observation has indicated that the customer data wasn’t             
directly being used as a tool for just-in-time performance control and adjustment efficiently.             
This missing process has been identified as a starting point for this research, by linking this                
3 Google Analytics is a tool developed by Google that allows its users to measure advertising ROI as well as                    
track Flash, video, and social networking sites and applications. 
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need with the MATSKI framework in order to increase general efficiency and goal-oriented             
action upon performance indicators.  
Design has a long history being a catalyst for innovation processes in the development of               
products and services. However, the impact of Design Thinking (DT) methodologies has            
increased the awareness of this topic in different models of organizations. In this sense, design               
does not only play the role of an innovation engine promoted by designers, but offers new                
process models and tools that help to improve, accelerate and visualize the entire creative              
process, carried out not only by the designers themselves, but by multidisciplinary teams in all               
areas (Tschimmel, 2012). 
Design Thinking was particularly useful in this scenario aiming to achieve a            4
multidisciplinary collaboration, user-friendly and economically viable solutions and        
innovations. Differently from traditional methods of problem-solving, mostly focused on          
critical thinking, this approach also considers creativity as a main tool, in addition to              
discovery, interpretation and ideation processes “to explore or widen a problem space; then             
rapid prototyping, experimentation, and feedback cycles are used to refine and evolve ideas             
and narrow the problem space” (IDEO, 2012; IDEO.org, 2015; Razzouk & Shute, 2012;             
Stempfle & Badke-Schaub, 2002). As mentioned earlier in the introduction, the           
“Just-in-Time” is an extremely relevant element to guarantee a company’s competitive           
advantage, by adding another goal-oriented level in the company management process. 
Regarding the problem approach, allied with the frameworks mentioned above, this study was             
divided into two main phases: (a) case study: which involved a detailed analysis of the               
company’s structure and digital presence, including mostly the website and a competitors’            
analysis, followed by a swot and data analysis, based on surveys sent to customers during the                
year of 2019 (b) design journey: service design blueprint draft used as a starting point and                
map for the hypothesis testing and placement of suggestions to improve the general indicators              
(KPIs), metrics and processes.  
 
4 ​Design thinking refers to the cognitive, strategic and practical processes by which design concepts are                
developed. 
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Personal Involvement 
The reasoning for choosing Indie Campers environment for this research is mostly personal,             
because during the time of this research I have been occupying the role of Product Manager in                 
the company. Therefore, this professional experience puts me in an unique position to identify              
these challenges and also being responsible to offer solutions for the company. Accordingly,             
as a student in a Design Management masters program, it became clear the importance to take                
into account the positive impacts that creative - but at the same time structured -               
methodologies could have in this company. Once again, as a student, I consider our proposals               
must be aligned with the market and business trends taking place in society. According to               
other authors mentioned in this study, while the interest for these matters have been increasing               









There are a few predominant elements which are responsible for a new framework for              
business models suitable for the new collaborative economy. These companies are           
characterized by [1] selling access in opposition to possession by promoting a separation of              
production and means; [2] technological tools for knowledge management and interaction           
based on co-creation and dialogue between stakeholders; [3] variable geometry with           
algorithms that adjust price and supply according to demand; [4] custom procedures focused             
on metrics measurements. Companies such as Uber, Airbnb and Netflix have notoriously            
demonstrated ways of transforming their markets by revolutionizing the offer practices in            
their specific markets and adjusting their services accordingly to the demand (O’Reilly, 2018;             
Kotler, 2017). 
1.1 MATSKI Framework and Knowledge Management 
The MATSKI methodology is a holistic framework that is divided mainly in processes,             
technology and people (Rosa and Pestana, 2019). Authors such as Ignacio Cepeda-Carrion            
(2017) refer to the knowledge management (KM) approach as a business-driver and method             
to create customer value, for that reason, stakeholders - especially the internal ones such as               
employees, management team and active investors - must extract the knowledge as a             
recombination of processes that is recurrent and sustainable. Overall the ability to generate             
and maintain organizational capacities, if well managed, may become a competitive           
advantage that represents a defining factor for the company’s results.  
In the meanwhile, it is also very important to consider recurring access to knowledge from               
other companies, such as benchmarking studies. Further on, the speed in which these other              
companies might approach change and innovation, could bring an inherent main problem with             
the knowledge management practice in which a based view only might fail to explain: how               
and why many companies achieve competitive advantages. Therefore, it is imperative that            
management strategies are structured as a collection of resources (Barney, 1991), from data             
collection to analysis, facilitating shifts in focus and Just-in-Time business choices. 
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For Carlos Rosa (2014) the academic research on the subject of service marketing has grown               
significantly in recent decades. The author breaks down the studies in two levels, macro and               
micro. While the macro level is considered to be more focused on formulating public policies               
to act on behalf of customer satisfaction, the micro level, in its turn, focuses on the interest of                  
organizations for the knowledge of their customers' satisfaction and for the application of             
continuous performance improvement processes. 
As suggested by Kotler (2017) a mix of technological convergences will result in a grouping               
between traditional and digital marketing, in addition, he points out that connectivity is             
changing consumer behavior in several ways. In other words, both technological convergence            
and connectivity are concepts that become more common in market practices, in which, those              
responsible for brands transform them into tactical directions. In order to understand ways             
that people buy and the decision-making process, Kotler has developed a new process to              
describe the customer’s path called AIDA: attention, interest, desire and action. When            
describing this new path - which is deeply influenced by connectivity and innovation - there is                
one key aspect to be considered: (1) In the ​act stage, the interaction between the customer and                 
the brand is intensified and the post-purchase services become a bigger part of the customer               
experience. For this reason, complaints, problems and offered solutions should be an            
important part of the brand strategy when analyzing its service.  
Further on, Kotler also discusses the sharing economy which involves changes to the concept              
of channel, but much more than that: the peer-to-peer distribution. In 2017, Kotler had              
indicated that players such as Airbnb and Uber were disrupting the hospitality industry by              
only providing access to products and services owned by other people. In addition to being               
considered disruptive, they are also viewed by customers as “smart brands” (Kotler, 2017)             
which indicates how business approaches might influence significantly the brand perception. 
These strategies anticipated by Kotler (2017) and Rosa (2014) require a methodological            
structure used to convert concepts into tactical approaches in an effective manner. This             
challenge could either be embraced by companies by the marketing team or an employee              
dedicated to knowledge management - as suggested by Rosa (2019) in the MATSKI             
methodology. From a organizational design perspective, these concepts could also be viewed            
as a fundamental structure to develop knowledge management actions at the same time it is               
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used as a vehicle for brand development. In this scenario, data mined from customer service               
feedback could be used to improve the knowledge the brand had on its customer and create                
organizational design strategies based on those same problems and solutions. 
In general, KM could be used to implement a very diverse range of solutions from marketing                
mix to innovation. In addition, a Google Travel Study (2014) indicated that for air travel and                
car rental purposes the majority of the online customers use brand sites/apps when planning a               
trip, which clearly indicates a need to develop a strong brand and digital platform to support                
these users. According to a research led by Cognizant (2015), technology, in this sense, might               
also work as an approach to differentiate the brand from other similar services, a concept               
which has been highly implemented by the retail industry and could be similarly useful for the                
hospitality sector (2015). 
The third pillar of the MATSKI workflow (Rosa, 2019) is named the Cellular Field              
Management model and is dedicated to approaching People and Skills. The main goal of this               
pillar is to control the implementation of the first two pillars - Processes and Technology. For                
this, it requires the role of the Knowledge Management Officer who will assure the              
management of the communities of practice. As discussed above, in many company            
structures, other teams might assume this role and its activities to assure the internal and               
external communication of knowledge to all stakeholders, considering the most interested           
parties. 
According to Grant (2000), one of the main arguments for knowledge management is that the               
“knowledge-based” economy has diverse economic structures when compared to the past, and            
proposes “new rules” of competition which address new approaches by management. For this             
author, the New Knowledge Economy attends to requirements of the post-industrial economy,            
such as the focus on intangibles rather than tangible outputs; it is networked and              
unprecedentedly interconnected, it is virtual, fast moving, better performing, among other           
trends that result in a variable of structural changes in many business sectors.  
Grant (2000) acknowledges there’s nothing fundamentally new about an economy based on            
knowledge. The distinction between the present economy and previous approaches is mostly            
related to the accumulation of knowledge and digital technologies that have been            
transforming the modern economy. The same author points out main aspects for this attention;              
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property rights in knowledge: technology patent licenses; acceleration knowledge creation          
and application: fast-paced developments; converting tacit to explicit: transform skills into           
organizing principles and routines and competing for standards: in the economy in standards             
battles. 
1.2 Communities of Practice 
From this perspective, the introduction of “community of practice” becomes highly relevant            
as an approach of analysis in the organizational environment of the company (Swan, J.,              
Scarbrough, H. Robertson, M., 2002), and further on to analyze the final customers as a group                
- or community - which use not only the companies’ services, but share it’s values and                
lifestyle. Studies suggest that Communities of Practice (CoPs) could emerge deliberately by            
similarities and common interests between individuals. A few examples could include tribes            
teaching each other how to survive, artists exchanging ideas about expression, activists            
discussing protests about laws and many others.  
For Wenger (1991) CoPs have three main attributes: domain, community and practice”. The             
identity of a CoP could vary according to the shared interests amongst the members - the                
campervan peer to peer market is the common element in this study. The community itself is                
the social structure in which individuals are able to share information and build trust              
relationships with other members. While for the practices, they allow users to develop             
resources to confront challenges regarding its main topic. The “peripheral” term suggested by             
Lave and Wenger (1991) infers that “there are multiple, varied, more or less engaged and               
inclusive ways of being located in the fields of participation”. This research uses these              
establishments to examine how Indie Campers could build and foster these relationships in its              
peer to peer platform. 
In addition, when these communities are managed by brands on some level, the community              
itself could be reinforced by digital platforms where they’d be able to share these experiences               
and communicate with each other freely. That said, even though the road trip is mostly a                
shared experience inside the vehicle, it remains shared only between the traveling group itself.              
While some moments could be shared with unknown people in campsites and other public              
- 17 - 
 
spaces, the digital experience remains as one of the most important contexts to be analysed               
and incentivized so this community is fostered. 
On the spontaneous development of communities connected to a brand Warde (2005) further             
observes that “practices are the principle steering device of consumption because they are the              
primary source of desire, knowledge and judgment”. As follows, a practice focus corresponds             
to value creation in brand communities. 
CoPs as an idea has existed for over 25 years, becoming present in people’s language               
professionally and informally. In simple words, this term refers to a social structure formed by               
people who truly care about the same issues or topics, and who interact regularly to interact                
and learn with each other (Wenger et al., 2002). Although it has been established that it is not                  
a new concept, the adoption of this strategy by platforms in the sharing economy is much                
more recent. It is noted that individuals are becoming more dependent on these brands to               
guarantee their livelihoods. Nevertheless, this experience is dependent on the adoption of new             
users and transitioning them into experts, which happens when online communities provide            
necessary support.  
As pointed out by Lusch and Vargo (2006) cocreation will finally become a tool to incentivize                
organizations to collaborate with their customers to create new innovation programs. Practices            
are considered to be related to implicit manners of performing actions and procedures and              
understanding - which leads to knowledge and know-how (tacit knowledge). Schatzki (1996)            
indicates how practices create and preserve the individual and collective identities. In order to              
enable users to enroll in these practices, they should evolve shared comprehensions and             
abilities that underline the community’s identity.  
Lastly, it is important to point out the concept of branded knowledge, which for this purpose                
could be interpreted as the knowledge related to brands that are shared between the CoP               
individuals. That said, it is noted that this knowledge is mainly composed by a              
“service-oriented relationship” between the brand's collaborators and customers (Eppler &          
Will, 2014). By definition, CoPs are embedded in satisfaction, loyalty, recommendation,           
dialogue and interaction. Consequently, the final customer's perception of the brand and other             
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co-related concepts such as service quality, satisfaction and loyalty become highly relevant            
for this analysis. 
1.3 Customer Satisfaction 
For Parasuraman (2009), service quality is a form of attitude, in which assurance: represents              
credibility and security, responsiveness: measures time and accuracy of answers provided by a             
service, and empathy is impacted by the ability of the company to understand the customers’               
experience by assuming an understanding posture. These three aspects are highlighted by            
Parasuraman as the most important features to measure and implement service quality in a              
management context. The measurements described above are suggested by studies as           
important factors for companies, although they cannot guarantee customer recognition and           
satisfaction, for this matter, brands and customers should have a horizontal relationship. 
In Marketing 4.0, Kotler (2017) had pointed out that the concept of customer trust is not                
vertical anymore. Customers are no longer deeply influenced by marketing campaigns and            
brands should not see them as passive targets, but as active actors in the brand’s strategies.                
Community-generated content is not under the brands control and the customers are becoming             
more aware of their buying process and user paths.  
Furthermore, Kotler (2017) stresses the importance of decision makers to track customer            
satisfaction and loyalty in collaborative discussions within team leaders. Although metrics           
suggest that a high number of brand advocacy indicates success, this data is more focused on                
the outcome of the process to reach the goal itself - satisfaction. For this reason, companies                
very often oversee the correlation between awareness and advocacy, and miss opportunities to             
understand how to convert people into loyal customers more effectively. 
Authors such as Chang (1998) define quality of a service as being closely correlated to the                
perception of decision-makers about the satisfaction rates of the business. On the other hand,              
the customers are presented as generators of three fundamental dimensions: designated           
quality, produced quality and perceived quality.  
Nevertheless, Parasuraman, Zeithaml and Berry (1985) have highlighted that there are           
common elements in characteristics attributed to services, such as intangibility, heterogeneity,           
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inseparability and perishability. Furthermore, these authors have identified a conceptual          
framework for identifying service quality perceptions, also structured according to other five            
dimensions; reliability assertiveness, tangibility, empathy and response - or RATER. RATER           
involves a mix of components that have a deep influence on the customers perception of               
quality, which affects satisfaction and loyalty rates. Finally, Brady and Cronin (2001)            
modelling scales constitute a model to synthesize the perception of service quality. While             
SERVQUAL is able to run a diagnosis to evaluate specific aspects that determine the quality               
of service, SERVPERF has greater adequacy for operational modeling and evaluation of the             
overall quality of service. 
1.4 Just-in-time Management Process 
The JIT concept proposes an approach to provide “the right information, to the right people, at                
the right time – just in time – so they can take action based on that information” (Kerschberg                  
and Jeong, 2005). One of the most important requirements for the JIT structure is the               
technology, which also corresponds to the second pillar of the MATSKI methodology.            
Technology stands mostly as means to offer support and deliver the company’s services. That              
said Kerschberg and Jeong (2005) also refer to pull scenarios in which standard queries offer               
access to internal and external data. In order to turn this data into well fundamented actions, it                 
is necessary to allow the access to the decision-makers. A few examples of this data could                
include evolution of user preferences, historical information regarding searches, the ranking           
of search results, and users’ perceptions of qualide of the service provided.  
Data mining services include tools such as the deduction of numeric data and rules from text.                
This is one of the most important examples to create a Knowledge Repository for the               
decision-makers. Mining information is an approach that gathers different sources of           
information about the service and users. Further on, a very common practice, called             
“web-scraping” became a highly relevant process that enables companies to access           
information from multiple sources, specifically competitors to analyse pricing, users and           
performance numbers.  
For the purpose of this research we consider the MATSKI framework and the JIT knowledge               
management as the two most important systems to analyse customer satisfaction. As            
- 20 - 
mentioned earlier, MATSKI was developed as a framework to support the JIT management             
system. In order to achieve a sustainable decision making structure, Rosa (2019) points out              
that processes that enable stakeholders to “learn, share and interact '' are ideal for fostering the                
development of CoPs that grow on ideation and usability testing. For MATSKI these three              
words act like an operational mantra or a motto that an organization should apply in all of the                  
three pillars; processes, technologies, people and competences. 
In the JIT context, these concepts are thought to be applied as the path to reach a position of                   
continuous improvement and innovation. 
  
Figure 2.​ Just-in-Time Structure 
 
The value of using the Just-in-Time management system as an analytical lens in the sharing               
economy could be further explored. This study aims to demonstrate the value that this              
perspective might bring to this analysis - in connection with the MATSKI framework - by a                
learning process that enables to identify good practices and propose new strategies so users              
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CHAPTER 2 
The Indie Campers Case 
Indie Campers is a Portuguese startup based in Lisbon that offers a campervan rental service.               
The company began their activities in 2013 with three vehicles in Lisbon and currently rents               
over two thousand campervans in more than thirteen countries in Europe. In 2020, it was               
considered by the Financial Times as the fastest-growing Portuguese company and the 2nd in              
Europe in the category of Travel and Leisure (Financial Times, 2020). The company’s             
business proposal is inserted in a branch of the tourism market with a well established growth                
margin.  
The table below shows the company’s revenue results for the year of 2019, number of               
confirmed bookings revenue and customer satisfaction by city and country of operation. It is              
important to note that the operations in Lisbon led to the highest number of bookings and                
revenue 
 
TABLE 1. Revenue and Satisfaction per Location 





Revenue Insurance Extras % answer 
Overall 
Satisfaction 
Lisbon PT 2485 €2,219,379 €291,847 €426,626 22.25% 4.37 
Barcelona ES 1346 €1,266,748 €166,255 €207,194 19.24% 4.32 
Faro PT 1125 €1,039,909 €126,512 €195,114 21.24% 4.36 
Porto PT 1023 €1,150,864 €146,329 €214,525 21.90% 4.34 
Milan IT 922 €1,088,043 €124,429 €164,160 24.62% 4.13 
Paris FR 667 €919,412 €92,665 €121,651 24.59% 4.27 
Madrid ES 632 €592,531 €78,537 €104,793 19.30% 4.17 
Bilbao ES 597 €580,296 €67,082 €91,790 19.93% 4.31 
Malaga ES 504 €380,026 €48,663 €64,671 22.62% 4.42 
Rome IT 462 €658,829 €75,124 €98,001 24.46% 4.28 
Seville ES 421 €323,368 €42,345 €52,106 26.37% 4.69 
Munich DE 411 €480,265 €52,422 €68,420 28.71% 4.49 
Zurich DE 406 €498,400 €54,375 €69,961 27.34% 4.4 
Geneva FR 331 €412,090 €46,479 €59,873 26.28% 4.6 
Bordeaux FR 306 €328,677 €35,253 €51,030 20.92% 4.28 
Olbia IT 305 €338,813 €32,707 €49,087 25.25% 4.35 
Brussels BE 288 €315,900 €36,301 €44,247 29.17% 4.58 
 
The graphic below shows the countries in which Indie Campers’ customers are residents             
comparing the brands physical operations. For this purpose, it’s important to notice that 30%              
a significant percentage of customers come from countries where the company doesn’t            
operate yet. Secondly, it’s important to point out that this analysis has been made through the                
years in order to indicate and guide the company’s expansion strategy. The United Kingdom,              
Ireland and Switzerland were included in the summer of 2019, as this analysis had indicated               
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Edinburgh GB 283 €374,098 €47,571 €58,274 30.04% 4.08 
Frankfurt DE 276 €295,368 €35,146 €42,044 27.17% 4.41 
Reykjavik IS 275 €532,044 €50,854 €65,286 17.82% 3.84 
Dublin IE 258 €329,469 €31,632 €40,292 26.36% 3.4 
Catania IT 245 €251,096 €26,307 €36,933 26.53% 4.38 
Venice IT 213 €257,469 €32,444 €41,695 24.88% 4.36 
Amsterdam NL 210 €317,519 €31,830 €37,685 28.10% 4.56 
Split HR 181 €243,107 €23,674 €31,353 26.52% 4.65 
London GB 177 €224,337 €29,480 €36,231 28.25% 4.72 
Marseille FR 173 €208,067 €23,956 €31,658 27.75% 4.4 
Lyon FR 156 €198,529 €20,681 €27,114 22.44% 4.37 
Bastia FR 153 €183,187 €18,070 €24,160 24.18% 4.22 
Bologna IT 120 €113,465 €13,302 €16,296 28.33% 4.03 
Valencia ES 102 €85,033 €12,479 €14,990 31.37% 4.41 
Hamburg DE 82 €129,989 €10,850 €16,118 30.49% 4.6 
Berlin DE 81 €109,865 €8,474 €10,055 22.22% 4.11 
Zagreb HR 66 €91,912 €7,824 €10,188 30.30% 4.55 
 
Figure 3. Graphic of Clients by Country 
 
The service provided includes the vehicle rental and extras such as surfboards, table and              
chairs, barbecues and other materials used in outdoor activities. In addition, the company also              
creates content and promotes a relationship with customers in order to assist in the planning               
of the trip itinerary. Shuttles from main airports and public transportation stations are also              
offered as additional services that could be included in the reservation. One of the most               
relevant advantages of the service provided is the possibility of dropping off the vehicle in               
other countries where the company operates.  
Although the company offers a differentiated concept of vehicle rental, it could still be              
considered as very similar to rental car businesses. The rental cars field has been proved to                
present very low customer satisfaction levels, especially due to high maintenance and logistic             
costs for vehicles. A Google Research (2015) indicated that only 48% of leisure travellers              
noted a distinction between car rental brands. In this scenario, Indie Campers means to create               
a new disruptive method for not only renting vehicles but selling a complete road trip               
experience, which might involve not only vehicles for travel purposes, but gaining revenue             
from selling experiences, accommodation, and many other road trips and outdoor activities.  
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Despite the fact that the company has started as a rental service, management has been               
coordinating a transition from a rental vehicle mindset into a technological data-driven            
environment. This process has introduced processual challenges such as data collection and            
organisation, new tools, and a cultural transformation that would lead and influence the flow              
of decision making within the organization.  
Regarding technological barriers, Grant (2000) had introduced discussions about the          
necessary structural changes required to improve productivity and expand revenue returns in            
software-based economies. A few examples could include the process of digitizing           
information and optimizing computer softwares. In this scenario, between late 2019 and early             
2020 Indie Campers has created and implemented a self-developed dynamic pricing           
algorithm, built on automated data processing, to maximize revenue and fleet availability.            
This project is an example aligned with Grant (2000) discussions since it embodies             
knowledge not only concerning people and capital, but in independent software structures and             
creative expressions. 
During the timeframe of the data collection for this research the startup began to develop its                
own peer to peer strategy and introduced a marketplace in its website. This decision has               
increased the complexity of the technological and business architecture. Some authors           
highlight that even if the peer to peer technology is not the fastest growing, it adds value by                  
creating a unique resource (R.P. Bostrom, S. Gupta and J.R. Hill, 2008). This structural              
change became relevant to this research since it has influenced the competitors analysis,             
especially the dynamic SWOT analysis and final proposal and recommendations. 
“Sharing Economy” is another term that refers to these practices, such as collaborative             
consumption, crowd-based capitalism and others (Möhlmann, 2018). In all of them, trust is a              
constant, this and other authors discuss that trustworthiness in this context start from an              
interpersonal relationship that expands into a “radius of trust” (Möhlmann ​apud Fukuyama,            
2018) mediated by digital platforms, in this case, Indie Campers.  
As a continuous process the company has adopted the marketplace strategy, with the objective              
to increase its market presence and resemble business practices from companies such as             
- 25 - 
 
Airbnb and Amazon . By endorsing these practices, Indie Campers will initiate to offer a              5 6
more diverse range of products, such as motorbikes and cars, in addition to the experiences               
segment. The aimed user experience on the website will involve a complete offer of              
transportation and accommodation, according to the pretended itinerary, considering other          
aspects such as customer behavior and seasonality.  
2.1 Company’s Structure 
Regarding the brand’s internal structure the following teams and departments are organized as             
presented below. The company has adopted the strategy of managing direct entities in all of               
the countries with physical presence. This decision adds a high level of complexity in legal               
procedures since it requires the company assumes legal knowledge and ownership of            
operations and hiring processes in each of the fifteen countries in which the company has               
operations including new countries for future developments.  
- CEO Management and Business Development: management strategies and expansion, 
legal procedures: 
- Human Resources and Administration: assume roles and responsibilities of human 
resources over the companies entities: 
- Customer Excellence: handles customer support and road assistance management; 
- Marketing: divided by organic marketing and SEO, e-commerce and paid acquisition; 
- Operations: operations ground operations and logistics,  
- Product and Technology: responsabile for the website and platform development and 





5 Airbnb is an online marketplace for arranging or offering lodging, primarily homestays, or tourism experiences. 
6 Amazon.com is an American multinational technology company based in Seattle that focuses on e-commerce,               
cloud computing, digital streaming, and artificial intelligence. It is considered one of the Big Four tech                
companies, along with Google, Apple, and Facebook. 
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Figure 4.​ Department Structure 
 
The diagram above shows the departments’ structure. It is important to note that all of the                
department heads report directly to the CEO separately. Mostly for this reason, it has been               
identified that data collected by specific departments is not shared between separate teams. In              
this process, it was noticed that neither the data or a common understanding of its meaning is                 
consistent which results in different interpretations of the same data. 
Another very important aspect for this analysis are the KPIs, which present which indicators              
and metrics are used to measure the company’s performance. The table below presents a short               
list of the metrics observed by the different departments. Metrics related to the website              
performance and conversion are more taken into consideration by the Performance and            
E-Commerce from Marketing, and Technology teams, while the Customer Excellence team           
takes ownership over customer satisfaction scores.  
 
TABLE 2. Indie Campers KPIs and Metrics 
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Title Measure Description Type 
Revenue (monthly) Money received for the product/service (year to date, last 
year/current year) 
Business 
Bookings (monthly) Bookings confirmed Business 
Funnel Conversion Percentage on number of users in each step Business 
Average order value Average amount of money a customer spends on a 
booking 
Business 
Bounce rate Number of user drops per page Business 
Negative churn - Number of cancellations Business 
 
 
Although on a day-to-day basis these ownerships might be switched in between departments,             
it is important to point out the importance of having clear dashboards in order to allow access                 
to updated data to all decision makers within the company, disregarding ownership. 
2.2 Digital Overview and Competitors 
Indie Campers’ develops internally the two most important technological tools; the website            
and the platform. While the website promotes the main interaction between the brand and its               
users, the platform contains all data related to the booking and clients. Regarding the website,               
the brand has built a dashboard based on data from Google Analytics to measure sales               
performance and conversion throughout the website until the payment confirmation.  
The table below is an example of conversion data from the months of June and July of 2020.                  
This data is updated every hour and it is used as an internal dashboard regarding website                
performance in order to create a control system for traffic and  website performance.  




Number of customers Business 
NPS Scores for the surveys; general score and specifics Business 
CSat Scores for ticket solving on customer support Business 
CLV (customer lifetime 
value) 
Amount of money a customer is predicted to spend, 
loyalty 
Business 
Returning Customers Number of customers with more than one confirmed 
booking 
Business 
New Users System users (new sign ups) Product Usage 
Users Activity System users (logins) Product Usage 
Users per Feature Triggers within the website/platform Product Usage 
Users per Transaction 
Volume 
Triggers within the website: upgrades, protection plans, 
extras (old and new) 
Product Usage 
Time to X Time to complete funnel, time to complete online check 
in, time spent on payment page 
Product Usage 
Delivery on Time Performance against commitments Product Development 
Team velocity - tasks Number of tasks (stories) completed Product Development 
Team velocity - points Number of complexity points completed Product Development 
Resource Availability Hours or manpower Product Development 
Support tickets related Quantity of tickets: customer calls, chats, emails Product Quality 
Testing (each sprint) Number of tests completed successfully Product Quality 
 
TABLE 3. Website Funnel Conversion 
 
The columns indicate the percentage of users that convert on each page of the website towards                
the payment page. Even if traffic quality and quantity interfere dramatically in the revenue              
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Thursday 2020-06-18 33.40% 59.96% 29.86% 10.53% 6.98% 0.60% 0.47% 
Friday 2020-06-19 34.06% 58.22% 27.22% 8.49% 5.42% 0.60% 0.50% 
Saturday 2020-06-20 32.81% 58.34% 26.02% 6.90% 4.28% 0.36% 0.31% 
Sunday 2020-06-21 32.03% 60.48% 26.19% 6.96% 4.06% 0.31% 0.24% 
Monday 2020-06-22 32.27% 61.58% 28.98% 9.75% 6.12% 0.57% 0.44% 
Tuesday 2020-06-23 33.81% 59.62% 27.43% 9.50% 5.82% 0.76% 0.56% 
Wednesday 2020-06-24 33.17% 61.01% 27.97% 9.66% 6.07% 0.39% 0.32% 
Thursday 2020-06-25 33.40% 60.23% 27.25% 9.49% 6.02% 0.62% 0.52% 
Friday 2020-06-26 33.81% 58.13% 26.15% 8.45% 5.48% 0.47% 0.38% 
Saturday 2020-06-27 33.60% 59.26% 25.59% 8.04% 4.66% 0.36% 0.31% 
Sunday 2020-06-28 32.33% 59.52% 24.70% 7.27% 3.90% 0.37% 0.31% 
Monday 2020-06-29 33.24% 60.38% 26.83% 8.71% 5.42% 0.40% 0.33% 
Tuesday 2020-06-30 33.45% 60.71% 26.24% 8.40% 5.40% 0.47% 0.42% 
Wednesday 2020-07-01 32.75% 62.10% 29.85% 10.58% 6.80% 0.69% 0.62% 
Thursday 2020-07-02 32.87% 63.41% 31.16% 11.30% 7.20% 0.74% 0.63% 
Friday 2020-07-03 34.32% 61.55% 29.93% 10.56% 6.82% 0.62% 0.50% 
Saturday 2020-07-04 32.27% 61.93% 29.53% 9.95% 6.17% 0.56% 0.51% 
Sunday 2020-07-05 31.29% 63.11% 28.60% 9.35% 5.38% 0.45% 0.42% 
Monday 2020-07-06 32.26% 63.82% 30.44% 10.48% 6.70% 0.64% 0.57% 
Tuesday 2020-07-07 32.00% 64.05% 31.55% 10.75% 6.93% 0.61% 0.55% 
Wednesday 2020-07-08 32.76% 63.40% 31.60% 11.12% 7.39% 0.73% 0.61% 
Thursday 2020-07-09 32.84% 63.01% 29.56% 10.10% 6.94% 0.72% 0.62% 
Friday 2020-07-10 33.96% 59.95% 28.11% 8.97% 5.88% 0.58% 0.50% 
Saturday 2020-07-11 33.17% 60.37% 26.09% 8.17% 4.84% 0.53% 0.44% 
Sunday 2020-07-12 31.38% 61.95% 24.73% 7.41% 4.02% 0.34% 0.29% 
Monday 2020-07-13 32.14% 61.48% 25.65% 7.90% 4.90% 0.44% 0.36% 
Tuesday 2020-07-14 31.89% 62.69% 26.04% 8.12% 5.04% 0.45% 0.36% 
Wednesday 2020-07-15 32.22% 60.77% 25.69% 8.21% 5.36% 0.61% 0.45% 
Thursday 2020-07-16 32.63% 60.77% 25.69% 8.32% 5.31% 0.56% 0.45% 
Friday 2020-07-17 32.93% 58.62% 24.65% 7.29% 4.79% 0.51% 0.36% 
 
increase, this is a relevant portion of data used to evaluate the impact of changes in pricing                 
and other specific features in the short term.  
Online sales performance is strongly correlated with the competition, since ranking on search             
engines and traffic quantity and quality are dependent on the brand positioning on the internet.               
For this reason, this research phase has been strongly influenced by the market where Indie               
Campers is inserted. For example, some of the elements observed in the competitors were              
integrated customer relationship management tools responsible for customer satisfaction,         
sales data and automatic follow ups. A few examples of strategies are listed below: 
- CRM: customer relationship management and tool 
- Referral Programs: for final customers and owners 
- Client and Owner Areas: booking management platform 
- Community Management and Features: community growth and education 
While most market players offer very basic and simple features in their platforms, Outdoorsy,              
Airbnb and Turo, the most prominent us-based companies, have developed complex features,            
especially those related pricing and data security. Detailed automated features and closely            
related to data strategy allow these platforms to stand out when compared to others. In               
addition, it was observed that technology as a pillar has allowed these brands to create               
stronger bonds by facilitating the communities growth inside their platform.  
This phase of the study involved a thorough investigation of the brand’s global direct and               
indirect competitors according to the table below. The competitors list was built taking into              
consideration direct feedback from the management team and the implementation of the peer             
to peer strategy. It is important to highlight the company has the highest performance of the                
sector in Europe (Financial Times, 2020). For this reason, the company has opted to adopt the                
peer to peer strategy to expand the services and profit margins with its existing technological               
and operational structures. 
TABLE 4. Competitors Profiles 
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Brand Profile Country Type 
Yescapa French company focused on the peer to peer 
market. Presents strong financial results and 
presence in media throughout Europe 
France Direct 
 
Community management strategies, closely related to the Communities of Practice concept,           
weren’t found in any of the Europe-based companies in an equivalent level of technology as               
they were in the American brands. Features such as Outdoorsy’s “Instamatch” which            
automatically match users with campervans according to their public profile and search            
history, by facilitating the search process by using automated technologic tools. A similar             
feature was observed only in the German brand PaulCamper, although it evidently involved             
manual work in the matching process.  
Considering all of the brands in the analysis, Airbnb stands out as the most important player                
and most prominent company. Other players follow Airbnb’s communication and procedure           
standards and apply strategies according to their specific markets and available resources.  
For this analysis, it is important to consider the complexity and the specificities of the               
campervan rental market. Airbnb’s structure is built based on lodging properties, such as             
houses and apartments, focusing their resources on this specific type of listing. For this              
reason, they have created other products for the Experiences and Adventures. Outdoorsy            
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PaulCamper  German marketplace company concentrated in 
the German Market 
Germany Direct 
Camptoo Online private platform focused on 
experiences for campers and campervans.  
Netherlands Direct 
Wikicampers Website that enables recreational vehicles 
owners to advertise their offers to people 
interested. 
France Direct 
Outdoorsy Peer to peer marketplace focused on 
recreational vehicle industry. It has a well 
established presence in the US and it’s 
currently expanding in Europe 
United States Direct 
Motorhome Republic Offers services from multiple hire companies 
worldwide on their website 
New Zealand Direct 
Airbnb Vacation rental company that offers different 
types of lodging and experiences online 
United States Indirect 
Turo Peer to peer car sharing company that allows 
rentals between private car owners and 
customers via online and mobile interfaces.  
United States Indirect 
Hipcamp Marketplace company that provides outdoor 
stays and campsites experiences online. 
United States Indirect 
 
might be the most successful player in the peer to peer camper van market, even if their focus                  
is still in the United States. For this reason, for benchmarking research specifically for owner               
resources and listing features, this was considered to be the best example to analyse and               
strategize. 
On the other hand, Turo also has specific features for owners that stand out when compared to                 
the other brands, such as the Reimbursement Tool, made so owners can submit requests after               
the trip has ended for cleaning fees, electric recharge, fuel, etc. Turo Go, another tool               
developed by the company, ​allows customers to unlock cars equipped with this technology             
right from the app for pickup and return. In addition, the brand retains their competitive               
advantage as a marketplace platform for carsharing. 
The competitors analysis has indicated that most companies have specific channels designed            
to attend customers according to mapped interactions between owners, customers and the            
brand. For example, in matters regarding changing booking dates or reviewing booking            
summary, all of the researched brands offer users an account that allows users to edit their                
bookings. Although Indie Campers offers a client account feature, it still lacks this flexibility              
in their digital approach and therefore presents this as a weak spot. At the same time, while                 
other brands offer road assistance services by using insurance partners, Indie Campers offer             
support to their customers by using an internal team, which they have control over training               
and service quality end-to-end. 
Regarding customer service specifically, the brand still presents as a weakness the            
development of a customer service portal in which customers can use a Help Center              
independently to search for the most common questions. It is possible to identify if all of                
these websites have an analytics structure for their Help Centers. Although some            
organizational elements were present in all of them, such as the categories and subcategories.              
The Help Center structure is closely related to the main topic of this study, knowledge               
management. While a common FAQ section on a website only offers frequently asked             
questions structured as plain text, a Help Center allows the company to create indicators and               
observe users behaviour according to search patterns.  
Indie Campers uses its booking platform as the main source of data for managing customer               
relationships. In addition, the same tool also controls information regarding the company’s            
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fleet, damages, availability and allocation. That said, although some communications might           
require a manual intervention, the competitors analysis has indicated the need to develop a set               
of automated communications in order to optimize internal processes, team productivity and            
allow the company to take next steps to escalate its revenue and expand to new markets.  
2.3 SWOT Analysis 
In the context of the type of service that Indie Campers offers, there are, as shown in the                  
previous chapter, other companies that offer the same or similar services. The number of              
vehicles offered on the brand’s platform is close to other competitors, and the pricing              
strategies are often very similar. What Indie Campers uses as a differentiator from its              
competitors is the complete control over the customers experience. 
The SWOT analysis below presents the owned fleet as a strength and weakness, pointing out               
the stability related to the fleet control, which allows the company to extend control over its                
resources, services offered and product quality. At the same time, the same owned fleet incurs               
in very high operational costs and materialized investments in case of possible downsizing.  
As presented earlier on chapter 2, Indie Campers presents itself aligned with the MATSKI              
methodology’s second pillar. The company’s decision to create an internal technology team            
indicates that this area of knowledge has been recognized as an important anchor for the               
business development and innovation.  
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Figure 5. SWOT 
 
The average ticket per customer is also observed as an opportunity for growth taking into               
consideration the respective high number of first time customers. In this pool of customers              
that represent 58% of the data sample analysed for this study. As observed earlier the rental                
cars industry has proven to show very low customer satisfaction scores due to companies’              
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TABLE 5. Dynamic SWOT 
 
 
The dynamic SWOT analysis has indicated that the dynamic pricing strategy was proven to be               
one of the company's most important strengths. Developed internally, in 2019, by the Product              
and Technology team, the algorithm allows the automation of the entire fleet allocation             
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ORGANIC BRAND 
ANALYSIS: MARKET AND 
TRENDS 
A-B-C ORGANIC BRAND ANALYSIS: 






internal development team A operational costs A 
dynamic pricing A client account features C 
owned fleet B owned fleet C 





high demand market A average rental cars nps A 
first time customers B legal aspects by country B 
average ticket per customer C highly competitive market A 
A S VS O : PROACTIVE STRATEGY | 
CHALLENGES, BETS 
C W VS T : PROACTIVE STRATEGY | RISKS 
1 adjust pricing according to demand and 
competition, increase average ticket 
1 allocate operational costs in countries with lower 
legal costs, exposure 
2 increase nps of first time customers counting on 
the strong customer support 
2 improve road assistance structure to reduce low 
nps risks 
3 improve competitive advantage technologically 
to attend demand, with own fleet 
3 develop client strategic client account features to 
increase competitive advantage 
B W VS O : IMPROVEMENT STRATEGY | 
RESTRICTIONS 
D S VS T :  CONTINUOUS STRATEGY | 
WARNINGS, MAINTENANCE 
1 improve first time customers experience via 
client account and road assistance 
1 overcome market standards, increase nps with 
internal customer support team 
2 use high demand to absorb operational costs, 
increase fleet usage 
2 use internal dev team to develop solutions 
just-in-time, gain competitive advantage 
3 use client account features to increase average 
ticket amounts, upsell and cross  sell 
3 use owned fleet to secure expansion, strategize to 
minimize legal exposure 
 
process to each location and customer, according to the demand and seasonality characteristic             
of the campervan rental market. Thus, dynamic pricing allowed the organization to optimize             
the prices practiced, also by optimizing occupation and allocation of the existing fleet, thus              
regulating availability, according to several factors. 
The main objectives allocated to this project were focused to maximize the number of sales,               
taking into account all the challenges related to making one-way trips, models, locations, as              
well as the previously mentioned seasonality. Taking into account this intricacy and            
specificity, and as there is currently no other model on the market that fully suits the needs of                  
Indie Campers, there was a need to create an algorithm with new components that adapt to our                 
product. 
Throughout the project, several errors appeared that were corrected and adapted according to             
the needs that were being identified. Additionally, it is relevant to mention that this model is                
constantly updated and that, for this reason, whenever new needs arise, other components that              
are considered relevant for the project and for maximizing the optimization of this algorithm.              
The objectives set by the company at the beginning of this project have been fulfilled, and the                 
current model allows it to optimize the price, capacity and availability of vehicles and boost               
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CHAPTER 3 
Methodology 
3.1 Research Questions and Hypothesis 
Although Indie Campers relies on its website, technology-based, to promote sales generally it             
still doesn’t follow a pre-established framework on how to approach innovation and            
knowledge management. MATSKI methodology proposes a deep restructure regarding         
processes, technology and skills in order to enable the company to continually act by learning,               
sharing and interacting. This mindset change involves a set of inquiries related to the              
transformation of this organization into a Just-in-Time management process.  
The objectives of this study involve the implementation study of the MATSKI framework by              
using secondary data. This approach aims to demonstrate how the above mentioned            
methodology could be applied by its principles only by using secondary data as a first version                
of the implementation. Expectedly, the results will indicate the need to adapt the framework              
to the company’s needs and expand the data collection to correspond to the business goals and                
metrics.  
The research process has indicated a main question to guide this study based on the positive                
premise that: is it possible to apply the MATSKI framework in Indie Campers organizational              
context? Some additional questions were also identified such as; which processes could be             
implemented or improved to develop integrated technologies?; how to transform a digital            
company to the Just-in-Time management process?; is it possible to improve performance and             
customer satisfaction directly by applying MATSKI methodology? 
The hypothesis presented below derived from these questions with this organization’s digital            
transformation in mind. For this study, the recommended improvements implementation          
would only be possible if these processual improvements were to be considered first, by              
adopting processes based on co-creation. The learning stage allows the company’s employees            
to incorporate and apply these new processes.  
From these questions the following hypotheses derived as H1: MATSKI methodology could            
allow Indie Campers to improve their internal processes, technologies and skills. Nonetheless,            
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since the Just-in-Time management process hasn’t been implemented and the survey           
instrument hasn't been adapted for this purpose, this has not been materialized. H2: Processual              
and technological opportunities that can lead to extensive improvements of control and alert             
systems exist in the Indie Campers environment. However, due to the absence of a concrete               
tool to consolidate data, a complete dashboard has not been concluded; H3: There is              
comprehensive data in the instrument (survey) applied by the company to guide product             
development and increase customer satisfaction. Anyhow, considering the internal         
communication and data treatment is not consolidated, this hasn’t been accomplished yet.  
3.2 Research Plan and Design 
The Research Plan was based on an exploratory research with pre-existing secondary data.             
The data collection method began from a bibliographic review in academic articles,            
considering the lines of research of thematics such as technology, knowledge management,            
customer value, design, and communities of practice. Simultaneously, a quantitative and           
qualitative analysis presented in the case study was developed from a perspective of customer              
value and satisfaction, by using the company's available data mining, customers and            
employees surveys. The quantitative phase of the study is presented in the surveys and final               
data analysis, while the empathy map represents the qualitative portion.  
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Figure 6. Step by Step Analysis 
 
As mentioned above, the data analysis phase was mainly dedicated to customer surveys             
analysis which included both quantitative and qualitative analysis, by observing the scores -             
general and per each question - and customer profiling information. Following on that, the              
research process has also included an empirical verification inside the organisation by            
identifying which approaches weren’t included yet in the company’s roadmap. This           
investigation and verification resulted in the final proposal and recommendation for new            
projects.  
Further on, the internal data analysis was built from the internal platform - which is developed                
and maintained internally - and is used both to manage bookings and customers databases, as               
the company’s central customer relationship management (CRM) tool. Finally, the          
ethnographic method was used to study the organizational and digital environment - such as              
reviews and customer feedback, which was pointed out by Braga (2007) by referencing as              
virtual ethnography makes use of the ability to track data contained on the internet. 
The characteristics of the data available on the internet helped to define the data analysis               
methodology and cross-reference them with the internal surveys' data. In this way, the             
- 39 - 
 
indicator numbers from the customer surveys could be considered, as well as the reviews              
found on social platforms managed by the company.  
Meanwhile, the research goals helped to reinforce the relevance of understanding the social             
links present in between internal and external stakeholders, in which methodologies           
developed specifically for them were used. Thus, considering the methodologies presented           
above, this research aims to explore the shift from a rental company to a technological road                
trip provider in the knowledge management context. In the results section, this theoretical             
basis will be used for the analysis while the data found during the investigation will also be                 
presented for further correlations between the methodologies and the company’s knowledge           
database.  
There are some strategies that need to be put in place in order to create value to customers,                  
such as sharing and transferring knowledge among the members of a “community of             
practice”, which could coincide with the final customers. In general, it is essential to integrate               
the knowledge in the processes, products and services in the adequate time frame to maintain               
its competitive advantage (Ignacio Cepeda-Carrion et al., 2017). 
Considering the “impersonal” character of the business, it was defined to use as customer              
feedback the surveys, feedbacks and reviews available as customer inputs. Regarding internal            
validation, there were interviews with internal stakeholders such as the CEO, the Director of              
Technology and the head of Customer Service. Considering the tacit aspect of a road trip, the                
company’s final product, it is relevant to discuss the tacit knowledge (Davenport & Prusak,              
2000) and its rich representation in this context. Since it is deeply personal and rooted in                
actions related to the specific context. A good example for tacit knowledge is riding a bike,                
and even being a relatively common knowledge, a person has to try it themselves to               
understand the process and learn how to actually ride it. At the same time, a camper van                 
experience could be considered as very similar, since even though a person could read a lot,                
the experience itself proves to be very challenging by learning the specific procedures for              
handling the van and its features. For this reason in this scenario the stakeholders' feedback               
becomes even more important: 
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Figure 7. Indie Campers Stakeholders 
 
Tacit knowledge is closely related to knowledge learned from the human mind, rooted in              
action capabilities. It could be challenging to fully understand the specific activities related to              
campervans. For example, some of the procedures could be to use an autonomous heating              
system, fill and empty water tanks used to supply the taps and showers, opening and closing                
convertible beds. These procedures could be considered tacit knowledge for the company’s            
employees. On the other hand, for customers travelling with this type of vehicle for the first                
time without using the systems on their own.  
In that way, this brings many other challenges for the company, to produce structured and               
organized content about these procedures in a clear way, so customers have a better              
experience without facing doubt. This is a good example of tacit knowledge being well              
managed, by producing tutorials, texts and visual contents to provide a more seamless             
experience to final customers. At the same time, it also becomes necessary that as a company,                
there is a platform that enables either the teams to create, upload and share that content, while                 
it also becomes available in a way that final customers can interact with it and offer feedback.                 
As a final reminder, it is crucial to consider that at the same time that the tacit knowledge                  
needs to be learned by the final customers, before that becomes possible, it is extremely               
important that it is also learned by the staff themselves, so they are able to share the                 
knowledge. 
By analyzing the interactions between final customers and contents, the concept of            
communities of practice could be applicable as a good example of shared “consciousness,             
rituals and traditions” (Muniz & O’Guinn, 2001) in which the knowledge may be merged by               
the company itself with final customers, but at the same time, as a unified community, the                
- 41 - 
 
final customers may also be able to expose their knowledge with the community and naturally               
contribute for interactions and learning process about the vehicle, the product, and the             
experience.  
The following chapters are focused on analysing the internal data collected in the customer              
surveys followed by a competitors investigation of some of the most important players in              
Europe and from the United States. This analysis points out the importance of applying              
strategies according to market practices focused on keeping the organization’s competitive           
advantage. 
3.3 Subjects and Sampling  
The subjects for this research are a portion of the company’s customers from the year of 2019                 
that have participated in the service survey summarizing the total of 3.020 respondents. The              
collection method was voluntarily sent via email one day after the end of each of their trips.                 
The form and sending structure is sent automatically by a self-developed software. This phase              
has used the questionnaire as an instrument to confirm the hypothesis previously defined and              
was validated empirically. The sampling was selected by convenience and was extracted from             
the clients database. 
Indie Campers’ data is fully dependent on the data collected and sent by the customers,               
considering that the clients database only contains information regarding the driver or main             
individual responsible for the rental agreement. The remaining indirect customers that might            
have travelled in the vans are not comprehended by utilizing this instrument.  
For this reason, the figures presented below contain data regarding the decision-makers, but             
not precisely the full body of customers that travel in the vehicles. 
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Figure 8. Client Analysis 
 
The data has indicated that most of the customers are mostly couples aged between 25 and 44                 
years old, followed by groups of friends around the same age or younger between 18 and 24                 
years. Regarding the remaining data analysed, it was connected to the concepts discussed             
above by aiming to link both external and internal analysis. The external approach             
comprehended a competition analysis of the technological strategies of the main companies            
and startups in Europe and the United States in the tourism and hospitality industry. This               
analysis was particularly helpful to get a better understanding of the brand’s positioning and              
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the current market practices. Allied to the customer surveys, it became possible to cover the               
users needs and concerns and connect it to the services offered by each brand. The surveys                
were collected throughout the years, after each reservation. The data analysis covered the             
sample of 2018 and contains qualitative and quantitative approaches followed by an empirical             
verification inside the organization. 
3.4 Procedures 
This research aims to apply new methodological frameworks in the organizational context of             
the Portuguese tech startup Indie Campers, inserted in the tourism and hospitality industry.             
The timeline observed covered the implementation of a planned shift from a “rental business”              
to a “technological data-driven” company, during the end of 2019 and beginning of 2020. In               
addition, this strategy also involved the development and preparation for the introduction of a              
marketplace in a peer to peer model. 
This study is characterized as a case study by observing and analyzing the environment with a                
holistic approach with the support of the MATSKI methodology. As mentioned above the             
research process involved mixed qualitative and quantitative methods and analysing          
circumstantial and contemporary events, characterizing this investigation as a case study. For            
Yin (2001), this methodology is an empirical study that addresses elements related, in this              
case, to the company Indie Campers. In addition, it is important to highlight that the research                
observations were determined by its specific context and reality, especially in cases where             
several sources are used - internal and external. Therefore, three principles for data collection              
were used, namely the appropriation of several sources of evidence, the creation of a database               
and the linking of evidence related to the delimited time frame. In relation to the time frame, it                  
is important to point out the fast-paced environment that characterizes most startups            
emphasized by Rosa (2019) with the Just-in-time concept. 
 
3.5 Instruments 
The main instrument used for the quantitative and qualitative analysis of each phase as the               
survey sample below composed by quantitative scaled and open text questions. The referring             
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data was taken into consideration into the development of the research plan but also has               
influenced the definition of the subject and sampling for the study.  
 
TABLE 6. Indie Campers Customer Survey 
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Number Weight Question Type 
1 1 Please rate on a scale from 1-5 the following aspects of your trip 
with Indie Campers: 
- 
1.1 0.05 Booking process and interaction with Customer Care Team 1-5 Scale 
1.2 0.05 Overall Check In Process 1-5 Scale 
1.3 0.05 Detailed Check-in Process - 
1.3.1 0.34 Punctuality from the Staff 1-5 Scale 
1.3.2 0.32 Van introduction and Advice of the Staff 1-5 Scale 
1.4 0.34 Cleanliness of the Van - 
1.4.1 0.75 Interior Cleaning 1-5 Scale 
1.4.1 0.25 Exterior Cleaning 1-5 Scale 
1.5 0.2 Van Functionality 1-5 Scale 
1.6 0.0 Extras Functionality 1-5 Scale 
1.7 0.05 Check-out experience  1-5 Scale 
1.8 0.3 Indie experience overall 1-5 Scale 
2 0 How did you find us? Text 
3 0 Was Indie Campers your first choice? Text 
4 0 Was this your first experience traveling in a campervan?  Text 
5 0 Which factors made you choose your travel locations? (Choose 
up to 5 options) 
Text 
6 0 With whom did you travel? Text 
7 0 If you could choose, which campervan exterior design would you 
prefer? 
Text 
8 0 How do you think we could improve our products and services? 
Comments and Suggestions 
Text 
 
It is important to note the survey as a voluntary unrelated secondary data collection, as it is an                  
instrument developed and implemented by the company. This data has been used            
simultaneously for different purposes within the company mostly in regards to service and             
product quality measures. 
At the same time, the company’s structure analysis has shown the lack of procedures focused               
on the usage of this data as an instrument for ideation and innovation. Although internal               
stakeholders, especially those focused on customer care such as Customer Excellence and            
Operational departments, have taken ownership of these procedures throughout the years. 
the horizontal communication between team members from different departments has          
facilitated creation of new solutions focused on the customers. 
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CHAPTER 4 
Data Analysis and Results 
4.1 Qualitative Analysis 
The second phase of the analysis constitutes the qualitative portion of the study. The research               
has benefited from an empirical analysis of secondary data from phone calls and written              
feedback in order to identify and empathize with the customers. A few examples mentioned              
below were found repeatedly in the complaints sent by customers, added to the suggestions              
and general comments questions of the surveys.  
As mentioned earlier, the survey sample also covered a comments and suggestions question:             
“How do you think we could improve our products and services? Comments and             
Suggestions”. This section offers a deepest sample of textual feedback, although it wasn’t a              
mandatory field. The figure below shows the most mentioned words in this section. 
Figure 9. Count vs Word 
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The content was analysed in the qualitative portion of this study which allowed us to identify                
the most common topics customers have mentioned throughout the year, and organise them in              
an empathy map structure as a design thinking exercise. 
The empathy map represents a very important phase of the Design Thinking process which              
has allowed this research to structure the empirical findings into holistic design.  
Figure 10.  Empathy Map 
 
In addition to the empathy map, which contains both positive and negative reactions             
organized by types, the pains and gains below aim to include most negative aspects. In the                
next chapter, dedicated to quantitative analysis, these concepts were used as anchors,            
following Brady and Cronin (2001) modelling of the customers perception of the brand. 
Further on, the Design Journey aims to highlight different touchpoints used by the company              
with customers. That said, this process adds to the qualitative phase of this research by using                
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textual data to identify pains and gains from the customers perspective. Regarding the pain              
points indicated below, the service blueprint process includes these as fail points which             
demonstrate opportunities for the improvements in service quality or consistency problems           
(Shostack, 1984). 
Figure 11. Pains and Gains 
 
As mentioned before internally the starting point for this project was creating the customer              
journey. This was the first time the company had taken this approach and the results were                
very positive. The goal of creating a Service Blueprint led to four journeys (included in the                
final attachments) in total, covering digital, offline, and hybrid experiences; (1) sales journey,             
(2) website customer, (3) website owner, (4) road trip experience.. The digital journeys take              
place on the website, from start to finish. While the offline and hybrid journeys involve the                
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customer experience with the van while on trip, which have the support of technological tools               
to manage the relationship between the customer and the company. 
Figure 12. Customer Journey First Draft 
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Figure 13. Road Trip Service Blueprint 
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Similar to workflows, a service blueprint is considered to be an extension of the customer               
journey map. While the map covers interactions between a customer and an organization             
during the customer lifecycle, the service blueprint goes deeper in the interactions - physical              
and digital - adding more details. The process of designing a blueprint starts from identifying               
processes, isolating fail points, stabilising a time frame and analyzing profitability (Shostack,            
1984). 
During this research, the blueprint was particularly useful to locate specific moments and/or             
touch points related to a customer comment or complaint identified in the data collection. At               
the same time, it became also a very useful resource to identify the best channel to create new                  
customer actions to prevent undesirable issues from happening. Considering the analysis           
above, it was possible to identify two different high level maps.  
The map below shows general interactions between the customer, the owner and the             
organization. Some smaller details might vary such as the person of contact in case of road                
assistance or issues during the road trip and follow up actions and penalties in case of                
unexpected behaviours - for owners and final customers. 
The final blueprint below presents the most comprehensive touchpoints and follow up            
analysis of the service provided by Indie Campers, by mixing the online experience with the               
road trip itself, covering issues during the trip and a reactivation journey. 
Figure 14. Indie Campers Service Blueprint 
 
The structure above was presented and validated both with the Directors of Technology,             
Marketing and Customer Excellence at Indie Campers which indicates a first step into a              
discussion about these topics with the very relevant stakeholders. That said, the Service             
Design Blueprint, the design methodology chosen for this study, has proven to be a crucial               
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qualitative analysis to identify customer needs throughout the touchpoints and journey from            
the moment of awareness and service experience.  
Although the touchpoints were being handled differently by the Operations and Customer            
Excellence teams, it has also been noted that none of these teams have taken ownership over                
the data with the goal of improving the customers experience in a structured framework. In               
addition, the research process has indicated that the discussion itself over the topic has              
brought the continuous improvement approach to the attention of the decision-makers of the             
company.  
4.2 Quantitative Analysis 
Regarding the survey sent to the customers the questionnaire covers questions related to the              
general experience and even details about the vehicle itself. Each question has a different              
weight that impacts the final score calculation according to the level of importance defined by               
the company’s strategies. The survey is divided into quantitative and qualitative questions, in             
which the quantitative portion is used to calculate average scores and the qualitative questions              
are used as guidelines for follow ups according to the final score.  
The quantitative aspects are used to summarize the trip score, in which the “Overall” Indie               
Experience and “Cleaning” (interior and exterior) are considered to be the most important and              
weighted scores for the company, followed by the “Punctuality of the Staff” and the “Van               
Introduction and Advice of the Staff” qualities, which are directly related to the ground              
operational staff performance. 
The final score is also used to determine the type of action that follows the survey which                 
could be one of the two ​[1] ​in case the customer’s final score is equal or above 4.5, an email is                     
sent with an invitation to leave a review on Trustpilot: 
“​Thank you so much for your time! We would love it if you could just take an extra minute (no more,                     
we promise! :) to click on the star logo below and review us on Trustpilot (easy sign up/log in with                    
Google or Facebook!). It is important for us as a company but, most importantly, it is a great                  
acknowledgement to our team on the field that took care of your booking!” 
In the second scenario, in case customers give final scores lower than 3.0 [2] ​the customer                
support team contacts each customer individually, aiming to offer either feedback or possible             
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financial compensations according to each case. During this interaction, the customer service            
agent has access to feedback provided by the customer and eventual details about the booking               
process - which are especially useful in case of complaints - that might influence the contact.                
In these situations, the team’s main focus is to hear the customer and collect feedback that                
could be used in future improvements. In some cases, there’s also a predicted follow up on                
possible compensations the customer might be entitled to according to the booking process. 
The main sources for this research were extracted from data previously collected in 2019,              
although some inputs were collected during the beginning of 2020. From the total of 9.503               
surveys collected from 2016 until 2020, data related to 3.333 surveys was extracted from the               
database and used as a research base. In the year of 2019 there were 15.283 confirmed                
bookings which indicates that 21.81% of customers have participated. That said, this analysis             
represents a specific pool of customers that volunteered to answer. The use of this data sample                
is an approach that intends to understand customer satisfaction and identify quantitative pain             
points that could lead to improvements in the service offered by the company.  
The questions with answers in a scale 1-5 offered the possibility to calculate the average               
scores which led to a very positive outcome. 
 
TABLE 7. 2019 Surveys Average Scores by Question 
 






Indie experience overall 4.45 0.95 
Booking process and interaction with Customer Care Team 4.55 0.95 
Check-out experience 4.59 0.94 
Van introduction and Advice of the Staff 4.52 0.89 
Punctuality from the Staff 4.50 0.99 
Overall Check In Process 4.45 0.95 
Interior Cleaning 4.28 1.08 
Van Functionality 4.14 1.07 
Exterior Cleaning 4.09 1.18 
Extras Functionality 3.97 1.23 
It’s important to emphasize that for the purpose of this analysis the overall experience              
represents the final view from the customers. In this sense, example 1 in the table above                
indicates a score of 4.39 out of 5 which represents a 87.8% approval rating in the overall                 
experience of Indie Camper’s customers in the year of 2019. This global satisfaction is              
considered to be very positive and indicates that although other questions might have been              
given lower scores, this indicates the general level of customer satisfaction. 
Although the overall rating confirms a positive correlation, looking deeper at the data presents              
a relevant variation in scores according to the season the customer has travelled. The figure               
below shows summer as the season with lower scores, followed by fall. At the same time, it is                  
also important to note that summer and early fall are the seasons in which the company                
receives a higher number of bookings. The increased rotativity of the vehicles can be directly               
attributed to the lower scores, given that the vans might present issues due to usage which                
directly affect customer satisfaction. 
Figure 15. Average rating per Season 
 
Another approach to analyze this data shows us that the average ratings also vary significantly               
considering the top cities with bookings and also, the most frequently found nationalities             
between customers. 
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Figure 16. Average rating per Nationality and City 
Scores also indicate that the lower scores were given to the extras functionality question,              
showing that a deeper level of analysis might be required in order to identify possible               
solutions in those services. On the other hand, standard deviation proved to be the question               
that had a higher level of dispersion in the collected answers.  
According to the table below, it’s possible to analyse that only 53% of the 13.000 customers                
replied to the question regarding if that was their first experience in a campervan. Between               
them 58% of them were travelling with a campervan for the first time and had an average                 
score of 4.43. 
 
TABLE 8. First Experience Versus Rating 
 
The expressive number of 58% indicates that this market has a potential growth to be               
explored and at the same time, that the majority of the customers might need assistance and                
more detailed information about how to operate this type of vehicle for the first time.  
Another factor that was noticed to affect customer satisfaction is the age of the customer. The                
figure below shows the average score decreasing according to the age of the customers which               
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First experience in a campervan?  Number of Customers Average Rating 
Yes 4024 4.43 
No 2887 4.25 
clearly indicates that the customer satisfaction is higher between the younger pool of             
customers. 
Figure 17. Average rating per Age 
 
This research raises a similar question to the one suggested by Rosa (2019), on how               
organizations can “gather, measure, learn and incorporate” knowledge and innovation in the            
appropriate time to guarantee their competitive advantage. The MATSKI methodology          
suggests a holistic framework to support the shift from data into knowledge, based on the               
Matryoshka concept. The Russian dolls metaphor stands for “object-within-similar-object that          
appears in the design of many objects”, with clearly defined pillars - compared to the russian                
dolls. Throughout this study the framework has been used to analyse Indie Campers planning              
on identifying synergy with the methodology to guide the process of decision-making and             
recommendations that were discussed with the stakeholders to guide future innovations. 
The company receives constant feedback either directly from customers, or online via social             
media platforms and e-mail. This means that as a community customers tend to rely on each                
other's opinion on the internet in order to create assumptions about the company even before               
travelling with one of the vans. As seen below the brands CRM sends an automatic email to                 
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every customer that finishes a trip 24 hours after drop off. This procedure is automatically               
followed by a second manual contact, which is triggered according to the overall score.  
 
Figure 18. Survey Sending Structure 
 
It is important to observe this data and compare the customers' needs with the services that                
competitors offer to find opportunities to offer innovative solutions with a higher market             
adherence.  
 
4.3 Hypothesis Testing 
Regarding the research questions and hypothesis presented in the beginning of this study,             
Indie Campers have indicated substantial points for improvement according to the MATSKI            
model. The noted developments would include creating new structures to facilitate access to             
data and incentivize internal ownership over data-decision. These improvements would allow           
the teams to monitor alerts and improve decision-making following the Just-in-Time           
management process.  
The hypotheses were developed by identifying the research questions and formulating three            
hypotheses based on the variables identifiable with the available data. The statements reflect             
logical deductive reasoning, based on the chosen methodology, so they could be verified or              
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TABLE 9. Hypothesis Testing 
 
The first hypothesis H1 is based on the structure of the MATSKI methodology proposed              
effect on organizations. In the discovery phase and structural analysis, it has been identified              
that the company lacks the implementation of a knowledge management strategy. And            
therefore, would require a structured approach to guarantee the application in three levels -              
processes, technology and skills. Although these potential improvements have been identified,           
it was necessary to analyse the data structure, in order to identify the surveys and control                
systems that are not aligned with the KPIs.  
For this reason, the research has found that the methodology has highlighter comprehensive             
areas of improvement that were not previously established by the company such as; [1]              
implementing a process that reviews and prioritizes projects that would allow the company to              
learn, share and interact, [2] use technology and knowledge management as a continuous             
improvement tool and [3] there are no processes whatsoever that indicate the company’s             
intent on reflect on people and skills.  
Regarding the control and alert systems even though as predicted there wasn’t a tool with               
consolidated data built to automatically alert decision makers, the teams we found to have              
manually updated spreadsheets from different sources as seen on tables 1 and 2. In fact, the                
testing of this hypothesis has led to a view that the company might benefit from exploring                
- 59 - 
H Proposition 1 Proposition 2 Testing 
H1 MATSKI methodology could allow    
Indie Campers to improve their     
internal processes, technologies and    
skills.  
Nonetheless, since the Just-in-Time    
management process hasn’t been    
implemented and the survey instrument     
hasn't been adapted for this purpose, this       
has not been materialized. 
Confirmed 
H2 Processual and technological   
opportunities that can lead to     
extensive improvements of control    
and alert systems exist in the Indie       
Campers environment. 
However, due to the absence of a concrete        
tool to consolidate data, a complete      
dashboard has not been concluded 
Refuted 
H3 There is comprehensive data in the      
instrument (survey) applied by the     
company to guide product    
development and increase customer    
satisfaction. 
Anyhow, considering the internal    
communication and data treatment is not      




MATSKI’s third pillar on skills and achieving deeper levels of sharing and interacting             
internally. That said, even though the teams have access to data, a consolidated tool wouldn’t               
result in extensive improvements if the proposed methodology wasn’t implemented on its            
wholeness. The horizontal company structure has not been created from an organizational            
design perspective, which also relates to the third pillar. Additionally, it has been noted that               
this would be the role of the Knowledge Management Officer to assure these systems are well                
implemented and functional.  
Lastly the hypothesis H3 directly relates to the H2 confirmation. Although this proposition is              
based on the use of customer data for the application of continuous performance improvement              
processes and for the communities of practice management. The research has proved            
empirically that the data is not being used for development purposes, but only as a reactive                
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CHAPTER V 
Conclusions, Limitations and Future Recommendations 
This study has presented a case study following the MATSKI and Just-in-Time            
methodologies that aligns structured processual frameworks with organizational and         
transformational impacts and is driven by relevant concepts and research data. It was             
developed to address new applications and testing of the MATSKI methodology, but also             
concerns within the company on how to develop and implement a continuous improvement             
system that would be adapted to the specific needs of the business. In addition, the findings                
were able to suggest new methods for collecting, measuring and analyzing data, in order to               
create a knowledge management system that would conciliate the goals defined by the             
company.  
Considering that the model is still in a theoretical and first implementations basis, it was               
validated empirically by using a convenience sample. In any case, a new series of              
implementation validations will be an important next step in the continuous validation of the              
methodology. Because knowledge management is a multidisciplinary area of research and           
practice, it will be crucial to investigate its utility in the field by analysing before and after                 
data, which will undeniably demonstrate its value to the organisation as a framework to              
innovation and technological transformation. 
The conceptual frameworks used in this research namely MATSKI and Knowledge           
Management, Communities of Practice, Customer Satisfaction and the Just-in-Time process          
are widely used by companies as tools to guarantee competitive advantage. Although it is              
acknowledged the existence of a high number of alternatives, in the literature reviewed so far,               
these methodologies were considered to be appropriate for the analysed context. For this             
research, the company Indie Campers was observed, analysed and related to the conceptual             
frameworks. The next subchapters aim to develop first steps into bigger market discussions             
according to the research findings and predict possible limitations and recommendations in            
future practical approaches.  
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1. Discussions and Main Findings 
This research process was designed to understand and analyze the startup Indie Campers by              
using a customer journey as a starting point to develop a service blueprint. In addition to the                 
conceptual framework and data analysis, this study also involves a practical approach. As             
mentioned earlier in the Research Plan, the methodologies were used as framings for both the               
qualitative and quantitative analysis. While the MATSKI Framework developed by Rosa and            
Pestana (2019) has offered a range of options to analyse processes and technological             
approaches, the data analysed still didn’t offer information regarding the third pillar in order              
to analyse the skills. That said, this would be suggested as a second phase of this research. 
Communities of Practice, at the same time, was an essential concept to develop a new optic                
towards customer behaviour. In addition, it also gave light into how technology could             
improve a digital community of customers and employees. This aspect links both ends on              
how the company could incentivize customers into participating and co-creating to develop            
new programs that are built according to customers’ needs. Practices could be used as a tool                
to create new programs, since they relate to implicit ways to perform actions, procedures and               
understanding. 
On the other hand, JIT has been used as a general process to guide and measure the                 
company’s ability to make decisions based on data and knowledge in order to keep its               
competitive advantage. The transition from a digital into a Just-in-Time company also            
requires a change of mindset for every action into the learn, share and interact framework.  
The applications of Design methodologies as business tools are the result of various             
transformations in user-centered companies. Although this shift was heavily influenced by           
designers themselves, DT’s potential proposed a multidisciplinary approach that involved          
other teams and professionals. In this new context, design became a resourceful tool for              
multiple reasons besides aesthetics and visual identity, but as a new framework to structure              
projects. 
For this exercise, the organizational environment of the Portuguese startup Indie Campers was             
observed and used as a laboratory. Therefore, the full spectrum of a Design Journey proposal               
could be used to first, track and identify the most relevant challenges according to the               
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customers and employees (stakeholders), and second create strategies to address these           
challenges and help to design solutions to overcome these problems. Additionally, with the             
support of the MATSKI methodology and modelling, this study also aims to use KPIs to track                
the performance of this project.  
The main findings of this research are related not only to the data collected by the                
questionnaires, which led to findings such as the 87.8% of global customer satisfaction, but              
also analysis to the company’s structure. A speculative approach these findings could lead to a               
scenario where this percentage could reach 95%, if the approaches suggested in this study are               
developed and implemented by the company following the Just-in-Time management process.           
These findings, especially those related to qualitative analysis show a high number of pains              
and weak points that should be considered by the company’s strategy towards innovation. The              
lack of structure inside the organization in the use of customer data in product development,               
could indicate the speculative expectation to increase satisfaction scores. In the part 4 of the               
study, service design tools were used in order to map the journeys and touchpoints, aiming to                
highlight the customer experience and cross check it with the surveys.  
 
2. Limitations and Recommendations 
The last part of the results of this study is a set of recommendations focused on innovation,                 
configured here as one possible solution for the organization with the purpose of achieving              
market differentiation and fidelizing customer loyalty by using the MATSKI framework in            
the daily processes and routines. Expectedly the recommendations below will allow the            
business to become more dynamic, integrated, profitable and efficient, by adopting new            
measures JIT and constantly adjust the approaches to a more realistic demand from             
customers. In addition, these actions aim to increase customer satisfaction and loyalty,            
considering the users pains and gains, and offering user-centered solutions that will improve             
the customer experience. 
Regarding the company itself, the most relevant mapped improvement is development and            
implementation of a data dashboard composed by the company’s most important KPIs, based             
on constant and automatic updates. This aspect also involved the dissemination throughout            
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the company to facilitate internal communication and coordinated action between the many            
different teams. Creation of either a one person role assumed by a professional or a group of                 
managers with decision capabilities to improve aspects that are not achieving goals,            
considering the just-in-time decision framework to ensure competitive advantage. 
Development and implementation of an alert system developed to observe indicators,           
according to predefined levels of quality that will indicate points that require immediate             
attention according to a schema of low, medium or high priority aligned to the KPIs. For                
example, the company has already implemented an alert system for payment failures that             
clearly indicates customers that have had issues while payment with follow up structures             
actions by the development, product and customer support teams. Create a success criteria             
approach on every new feature and project to ensure clear metrics to evaluate the success or                
failure of new developments.This aspect is developed aligned with iterative control processes            
in order to confirm if the appropriate success metric has been chosen to evaluate the success,                
considering that inefficient metric might lead to biased outputs and analyses.  
The mix of analysis of the reading materials, the internal data and the competitors analysis led                
this study to a group of product improvements and recommendations focused on the             
customers and the competitive advantage. Although this research was conducted with a clear             
guideline, it is still an exploratory study. This project will require further research and deeper               
understanding of this business to develop each element. A few examples could be the mileage               
charges, detailed service blueprint, design elements and mobile applications. 
This study examined the context of Indie Campers by using convenience data in order to               
validate the methodologies. The qualitative data analysed was extracted from the company’s            
database. Although controlled measures were taken to show valid data, the quality may be              
limited, since the questionnaire has been developed with a different purpose. For this reason,              
additional research should be conducted to determine a new approach and implementation of             
the questionnaire to determine whether the empirical findings from this study stay valid.  
The next version of this research would involve building a prototype approach to fully apply               
the methodology. The industry recommendations involve the transformation for the          
Just-in-Time process in the three MATSKI levels: process, technology and skills in the three              
types learn, share and interact. In fact, future research should also be conducted in order to                
- 64 - 
apply the new structure and observe the company’s metrics in order to evaluate the impact of                
the recommendations. Other factors, such as the skills haven’t been covered by this process,              
and would be crucial to fully implement the MATSKI methodology. Future studies should             
attempt to integrate all frameworks into consistent internal processes that may be of             
significance to the attempted metrics results. 
Furthermore, this study only examined customer data from the year of 2019. Additional             
research should be conducted by using data from different years in order to observe behaviour               
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Attachment C - Customer Journey 
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